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20 SEp 1965 


MEMORARIQMS FOR: Director of Central Intelligence 


THROUGH : Deputy Director jor Support 
Bseaubive Director-<<(ouptroller 


SUBJECT : Agemy Fitness Reporting Syste. 


le This memrandm is in response to you requeat for a briefing on the 
Agency'a Fitness Reporting sywten. 


2. The Fitness Report Form (‘feb A) is the tangible evicedce and focal 
point of the Agency's Fitness Reporting ayster. Hovever, it lg Oy no means the 
sole or even the key element in the total Ageney program of pefsomel evalua~ 
tion and managezent. ‘The evaluation of persommel is a meaiaiine procese. 
Eeployees are evaluated at least amrelly through the competitive promotion 
ayeten, they are evaluate! for rotetion anc reaspignment, they are evaluate: 
in eonnection with training courses. The resgeneibility of supervisors for 
the evalustion of peraommel is repeatedly stated in cur regulations. For 
example: 


The Career Services, states the collovirg anong the 
cegesucwtiities of the Howie wi Career Services: 


"{2) Planning the utilisation aad development a such inill~ 
viduale, including their training, assigneent, rotation and 
ecvencement ; 


(3) Seviewing Fitnone Reports..." 


b. et ami Discipline, makes sch Depity Director or 
Head of an Office vesponslole for enguring “het “supervisors 
g_direction who have pernormel management reaponei- 
aaa Fromting Good Eaployee Pervordance and Conduct,’ 
Ag these o ficials “gal dance and advice when violations 
of Agena hiss are reported to his... 


a Management of Stati Persomel, staten that “Superviacrs 
at all ¢ Lom are rempousible Jor tae proper utilisation and continuing 
avaluation of personnel sesiguec to taeir respective furisdictions, They 
shall advise the Career Service concerned, through appropriate channels, 
when there is evidence that an exployse is aleaselened.” 


3. fhe purposes of the Agexy'a Fitness Reporting sypten exbrace the 
traditional purposes of pertormeace oveluation -~ appraising employees to 
Seterwing if they should be prosoted, reassigned, left in place, or Fires. 

Tm addition, the Agency's ayster orovices ® sechanias ios (a) assuring iartual 
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un‘erstanding betveen employee end suonrviecr of the specivic cuties of eech 
‘cop, Co) assuring thet the employee ig iol., at lenet annuslly, ef the surer- 
yisor's evaluation of hie verformance of eac), of hia aajor cutie ant of his 
composite effectiveness, and ({c)} providing al leest eannuall; s formal recor) 
of comments end euggertions of an es lovee’s current oupervieer regarding the 
eaployee’s future training, hie nen erie. competence, anc hin maior etrengths 
ent weaknesses. 


4, fhe present Pitoess Report form hee been evolved to serve the Anene,' 
recuiremente for making, recording, aw. uelng -ergonnel evaluations. It is the 
seventh revision in e series which ctarte da 13). In arriving at the present 
form, we have experimented vith forma which vere Lergely peta comments , 
end vith forme which cometituted « forced-choice checiiiet. We have used oe 
two-part form in trying to comoromice che “showeno thaw” 1: ave. The current 
form wae first issued in April Lilo oni represents che inprovedents suggested 
by our experience vith earlier forms. Ii is dmmortant te reeogniize that each 
revision of the form hes been the reeult of crxeful 8 cudy aot ¢aly by ataff 
officers anc technicians but aleo i: the fgem-y's senior officials. 


the fore Lisels must ¢tart vith the aolicy stetenent 
“The continguus evaluation of the serformance of 
mervicors ig en ossentiel alement of the Agency's versonne? 
is aint preexes: The results sf such avelustion for etaff omployeee and 
steff agents shall be recorded at leest once each ,ear. (un’erlining added). 
Further, the Direction® Tor Completing Forn £5, Fitmess Resort (Teb C) begin 
with "It te Organdzation nolicy to {nform amployees of the effectivenere of 
their work performance. Orgenization volicy aleo requires thet cupervisors 
cor’ et Least once each year thelr ovinien: am evaluations of the wore yer- 
Peraniice of emoloyees under thet: furis:iction.” (underlining added). The fore, 
then, ie to record gm evaluetion ~hich har been rearchee Curing the reoortinn 
period anc which should heve been @ metter of at Leset InTordal Giccursion «tth 
the emplovee from time to time curdiac che reporting period. 


& Wow, ea to the soecifice of the form: 


e. Section A is general icentifying inforamtion ebtut the intivi‘ual 
end his eaployment etetuc onl Lacteeten tbe curpore of the eneeitie reting 
({t.e., enmuel, sneaciel, rervaienment, ate.). 


vb. Section B provider for e qdradet rating both of verformence oF 
specifie duties end of overrll or totel effectivenese. The listing of 
specific duties for reting oroviees em opportunit; for both euployee and 
supervicor to reaffirs in sone deteil chat the job entells. More ispor- 
tent, it agsures ioeuseion of the <mployee's performmatce of each eleseat 
of the job. The vating of “Overall Performance in Current Position 
embreces conduct, vor habits, anc cergonal trite influencing the 
emplovee's totel effectiveneac. Tn addition, « singie overall performeace 
rating sermite mechenicel recor ation to provice etetictical cate for 
monitoring the apglication ef the evaluation eystem. 
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e. §egtion ¢ ls c narretive etetemont vhieh amlifies and ex leins 
the retings given in Section 3 to crevice the best basie for detersainia: 
the future menagement of the omplovyee. I: catls for spetific suggestions 
for the improvement cf work performence, tmvites recomnesdations for 
training and, vhere sppropriete, calle Tor comments on foreign languace 
coapetence one effectivener® in menegartigL duties. In cnmmery, thie 
seetion is designed to give rjecific caveer gu idance to the indivicuel 
and tc the cereer management secheniems $f the Agency. 


a. Seeti y, in addition to oreviling for eertifiertions by the ea- 
ployee em! supervisor, presents to tle veviering official (usually the 
rating officer's imnediate aupervisor) tha opportunity amd the cuty of 
commenting on the reted employee, the vatingr given end on the rating 
officer. Agein vucting from the Directions, ‘Revyieving officials sre 
responsible for nesuring that all reverts made by rating offietels uncer 
their juriediction are consistent aar reflect vonlform etanderce of 
reporting. Through the counseling and swgervision of rating officials, 
reviewing cfficlale can play 6 aefor rele in inoroving the ooeration oF 
the Pitnese Report crogram. 


7 The Fitnecs Report form cpreribes gbove is used for 2ll empleyeea in 
gredes GS-13 end below. Optionrliy, en evalustion in mesorenium form nay Ye 
aubstituted for the form for ea lmeas in graces 9-14 end sbove. his cercits 
a rating officer to avoid the eonrtraints of trying to force the bros¢ enc 
unspecific duties of a renicr officer into the format of the form itself. It 
ie required hovever that ac eveluation in momtorendum form oteerve the besic 
purposes of the Fitness Report foot, including e veneral dec¢ription of cuties 
and one definitive rating describing overall verforannce. It must aleo bear 
the signature of the rating officar, the vetewing offielal, end the employee. 


& Weaving described the Acenc;'s Fitness Recorting system, 4t is appro- 
priate thet some observations enc arsecemerris nov be mede as to Ate effective- 
NOSE. 


e. Ye the syztem uniforaly umiergtood gs to purposne and objectives 
and is it being uniformly applies by Agency supervisors? Our moct recen’ 
stetiatical enslysic of the overall performance ratings of all Acenc: 
staff ewployeer both at headquarters ané in the Meld neveale e high 
correlation of the cistritution of retings on the five ~oints of the 
rating acale emong the princisel Career dervice groupings (fab D). “here 
significent ‘evietions appesr, we believe there ere logical explanations. 
fhe cindlarity in reting pattergn amegy there groupe inlieates thet 
veting stencercs ere being epplde? vith subetentiel uniformity. 


vb. Axe meaningful observation: as recomentetiona being made for 
the Laprovement of the iofividual's verformance end for subsequent carec? 
management dectsione? This cuestion cannot be ansvered steticticeally. 
Wovever, the coneeneuc appears to S* that the rerreative portion 
(Section €) of the Pitnesn Report oer give en accurate description of 
the employee's performance an’ potential. Tt is rare that these comments 
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are brutally frank in Andioeting ig needes == gueh comments ere more 
often softened or iniioeted in wut is not anid in the report. It ag: 
appear cyntenl to observe that i. is a eel in reading end inter 
preting Fitness Reports but the axrerience:’ uper of these reports Joes 
acoulre the eiility to “read betumen ihe lines” for eriticlems. 


e. The objective evaluation of cther permoms is at beset a most CiPfi- 
cult tack. fo be renuired to co sc enc to eritiqne a subortinete’s per 
formance and personal <uelifiestions in a Cocumented fece-to-fece situmtion 
is a task that eooetyicwe fini merce an: ermberrans tng. Wen; vill eveic 
the discomfort they eutfer ty reting cenervusly and by the use of sbecure 
anc wishy-vash; cneesesl oak: Te avelc cetortoretion of any reting syeter. 
constent monitoring end sttention through “he command line is requisite. 

In fact the more emphasis and the higher the level of evidehced cemman’ 
interest end determination, the sore ure, enc better the ryetem vill he. 
If there ere no cigns of management's intesast In the meehahiem, the prepa- 
vation of reparte becases routine ant redundant. There hevp been veriodic 
actiony to remind supervisore of the imrorcewe of Fitness Reports and of 

management's interest anc contera thet the Beports be timelj, accurnte, 


ful. lest formal iseuance on these pointe was Hredcuarterse 
_fiated 1O October 13755 (Tet HB). However, this topic wae alsc 
coverec, 


serter of commuleorm lectures on supervision given te all 
incunetare supervisors in 15). 


&, There ie nothing eesere) g200) iha orasent Pitnece Report forn. 
4s notec eerlier, it fa the ceveath revision. Further changes could be 
mace in coneapt, for, or veope. llswrar, cur experience tre been that 
it takes tvo to three ,;ears Sor supervicorms to becom: aceumoeed to o 
nev fora end for uniform standards of seluetion to develop. Eech new 
form suct evolve throuch e verliod of wectecence tc change @x education 
of suvervisers. 


>. Corollary to thic briefing on the oregent Arency Fitwea: Reporting pye- 
tow Lt te taportant. to neint out thet £¢ ic iat es emell part of “he full serforn- 
ance evaluntion in effect -- beth formal snd inferugl. Performance evaluation 
te informally Inherent in every supervicor<suter¢inate daily vorling situation, 
it occurs repeatedly in consection vith the revylev of employees Yor resselgoment 
eonsideretion. This oceurs not onl, et the operating componemt Level but at the 
Coreer Service mechenism level as :eall. Ts stare acest cbjectively anc eritically 
in comection with Ageney conpetitive sronotion practices. In summery end for the 
indefinite future I recommend: 


e. Fae comtinmetion cf the srcecnt Pitnees Henorting form and conee st. 


a espression of qomamx! interect at! ietent witr 
fiser, use of the Mtnece Reporting cretem. 


/s/ Emm 
Benett De why Bak: 


Director of Personmel 
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